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ABSTRACT:
This paper will discuss policy deployment and its implications for a
company's successful pursuit of its vision. The main goal is to support my
contention that information dissemination

and employee motivation are key to

achieving a company vision. The literature will be discussed by the means of
relaying common, basic tenets (advice). Two diverse companies, Motorola and
Berlin Packaging, were studied, with personal interviews being the major
information-gathering

technique.

These companies will be compared and

evaluated based on six focus areas that became apparent after examining the results
of the interviews and the policy deployment principles upon which they were based.
I came to the conclusion that Motorola's real strength lies not in its production
capabilities, but in its commitment to its employees.

Without this, all other

initiatives become nearly impossible to achieve. Berlin Packaging, and many other
struggling but aggressive firms, should use Motorola as a proven standard and adapt
its methods to their companies.
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1.0

INTRODUCTION

Policy deployment is one of the newest tools for Total Quality Management.
The objective of policy deployment is to ensure that the organization attains its
long-term plans. Florida Power and Light, a successful implementor of policy
deployment, defines it as "the management process to help achieve customer
satisfaction through improvement

of objectives to support the corporate vision"

(Sheridan 1993). It should be considered as a means for communicating the vision
of the company.

It is one way of focusing employees on both the vision and their

role in working towards it. "For some organizations, [policy deployment] has
become the single most important tool, allowing the organization to set clear
priorities, establish clear target areas for improvement, and allocate resources to the
most important things that must be done" (Godfrey 1993).
To take these ideas one step further, my contention is that the key to a
successful business lies within that company's ability to disseminate information
and motivate its employees.

Ernst & Young found that only 1% of hospital CEOs

believed the hospital's vision and key objectives were understood by all employees
(Godfrey 1993). The goal of this paper is to examine two companies and their
methods for policy deployment.

I will make comparisons and observations to try to

confirm my theory that, regardless of size or function, businesses need to use many
of the same methods and tools to successfully inform and motivate employees.
This, in turn, will lead to successful pursuit of a vision.
The literature about policy deployment is extremely limited.

From a review

of the available information, several important tenets can be learned and will be
discussed in this paper.
recommendation

However, beyond those lessons, the major

of the literature is a call for case studies so that companies can
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learn what other companies have successfully and unsuccessfully implemented
(Godfrey 1993).

1.1

BASIC TENETS
The first vital step is for the top executives to establish the vision and the

facilitating short-, mid-, and long-term objectives for pursuing that vision. Philip
Crosby states that" quality management. ..requires a comprehension of the company
goals" (1986). There are six stages of evolution for establishing a quality
management

system:

comprehension,

commitment, competence, communication,

correction, and continuance (see Appendix D) (Crosby 1986). These stages are
ongoing as top management takes on the difficult process of empowering managers
and employees to determine plans and measures for monitoring progress.

It is

necessary for all employees to be able to make a contribution to the effort in order to
be truly successful (Sheridan 1993); thus they must be both informed about and
motivated toward the vision.
There are several vital issues top management must consider when
formulating both the vision and the related policy. These questions are just a few
examples of the many that need to be answered:
Who are our customers (internal and external)?
What do our customers want?
What is our vision/mission?
What goals support that mission?
What are our competitors doing?
What are our competitive advantages?

Bruce Sheridan, author of Policy Deployment, reasons that "realistic policy is based
on assessment of economic conditions world-wide, factual data, personal knowledge
of executives, and the organization's ultimate goal or vision. The policy is
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established to provide adequate guidance to the organization to achieve the vision"
(1993).
Next, top management needs to conduct extensive research on
communication and motivation techniques.

Advice about "what works" is often

plentiful, but once the initial search has been done, those techniques must be
adjusted to fit that particular company. One of the most common mistakes is that
management tries to imitate the way another company successfully changed, and
their plan soon fails. W. Edwards Deming confirms that it is imperative to
remember that every company is different (1982). Corporate culture is a major factor
to be considered when determining how to support the employees that are
supporting the company. The best way to encourage employees to change is to lead
by example, rather than dictate more new rules and procedures.

lilt works only

when they understand what is being attempted ... and when a sense of mutual trust,
respect, and dignity pervades the atmosphere" (Shuster 1993).
Maintaining focus on the long-term goals is also very important.

Too often,

standards will be set, and if they seem too difficult to meet, they will be lowered.
The alternative to changing an aggressive goal is to implement small, incremental
changes as the search for the root of the problem leads closer to a solution.

"Setting

reachable [yet aggressive] goals, selecting appropriate behavior, and making steady
progress toward your goals can enable you to strengthen your motivation" (Cash
1986). The Japanese believe strongly in this theory, called kaizen; it encompasses all
areas of the company in attempting to improve the long-term quality of the firm
(Masaaki 1986). Once that aggressive goal has been met, the company needs to be
cautious to not become complacent.

To keep a competitive advantage, the goals

need to be reset, just as aggressively as before.
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1.2

POLICY DEPLOYMENT PRINCIPLES
Although the literature on Policy Deployment is limited, it is filled with

suggestions and guides for implementation.

Evans and Lindsay have done an

excellent job of compiling a list of necessary principles (1993):
Top management is responsible for developing and communicating a vision, then
building organization-wide commitment to its achievement.
The vision is deployed through the development and execution of annual policy
statements (plans).
All levels of employees actively participate in generating a strategy and action plans
to attain the vision.
I

At each level, progressively more detailed and concrete means to accomplish the
annual plans are determined. The plans are hierarchical, cascading downward from
top management's plans. There should be a clear link to common goals in activities
throughout the organizational hierarchy.
Each organizational level sets priorities to focus on areas needing Significant
improvement, and to concentrate on activities that are the most highly related to the
vision.
Implementation responsibilities, timetables, and progress measures are determined.
Frequent evaluation and modification based on feedback from regularly scheduled
audits of the process are provided.
Plans and actions are developed based on analysis of the root causes of a problem,
rather than only on the symptoms.
Planning has a high degree of detail, including the anticipation of possible problems
during implementation.
Emphasis is on the improvement of the process, as opposed to a results-only orientation.

1.3

COMPANIES TO BE STUDIED
I chose to study two very different companies, Motorola, Inc. and Berlin

Packaging.

Motorola was an obvious choice because they are renowned for their

quest of Six Sigma (statistical measure equal to four defects per one million parts)
and the radical management changes resulting from that quest. The company has
won a Malcolm Baldrige National Quality Award, and earned $15 billion in sales
revenue in 1993. Motorola is a publicly-held manufacturing company of 100,000
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employees around the world.

I arranged to interview Shapour Arami, Vice

President of Quality, Land and Mobile Products.
Berlin Packaging was my other choice. Having heard the President of the
company, Andrew Berlin, tell the story of how he took over and revitalized a
struggling distribution operation about to be sold off by its parent company, I knew
that this small, private company of 160 would grow to be a real contender in the
American packaging industry.

Unbeknownst to me when I made this choice, Berlin

Packaging is currently undergoing major organization change, very similar to what
Motorola began over ten years ago. I arranged an interview with Julie Monahan,
Personnel and Office Manager.
There are many differences between these two companies, yet my theory is
that many of the tools and techniques they employ are the same.

2.0

DISCUSSION OF RESULTS

The questions that made up the interviews were based upon the ten
principles established by Evans and Lindsay. An analysis of these principles and the
results of the interviews focused on several central areas. I have determined the
following areas to be vital for successful implementation
vision formation, communication,

participation

of policy deployment:

opportunities,

planning,

training,

and reward systems. After a brief description of what each area entails, each
company will be discussed in relation to these areas.

2.1

VISION FORMATION
A company's vision is a statement of the direction of the company, usually

specifying its specialty of good or service. In theory, the voice of the customer
should be the predominant

influence shaping the vision. Therefore, a great deal of
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market research is required for the top executives to understand what the customer
wants today and how their company will be able to better serve the customer into
the future.

2.2

COMMUNICATION
Internal communication is vital for successful achievement of a vision. Once

top management has stated the vision, it is imperative to focus employees at every
level on this vision and their role in fulfilling it. Important words of advice from
Mike Corday, Vice President of Quality, Weyerhauser Paper are that top
management needs to "communicate at all times how processes [they] are
developing relate to: business/unit goals and objectives; how the employee will
benefit; the employee's daily work; and improvement opportunities for both the
company and the employees" (1990).

2.3

PARTICIPATION OPPORTUNITIES
As it was not enough for top management to simply state the vision, neither

is it enough for employees to merely understand the vision and their place with
respect to it. A basic belief stressed repeatedly in the literature about policy
deployment is that every employee must have the opportunity to make a
contribution toward the vision.

2.4

PLANNING
Planning is an essential business function. Once the vision has been

established, quantitative objectives must be established so that plans to support it
can be made. Policy deployment requires many specific objectivesbe developed as
short-, mid-, and long-term goals.
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2.5

TRAINING
Training should be considered an investment that every company should

make in its most valuable resource--its employees. Training allows employees to
develop a sense of pride regarding continuing education, especially when they are
able to gear a training plan toward their future goals, be they technical or functional
(Deming 1982). From another point of view, companies can use training to ensure
that its employees are up to speed on its goals and objectives.

2.6

REWARD SYSTEM
A reward system is imperative. Recognizing employees for their

achievements is the best way to motivate better performance and to give employees
a strong sense of pride in their work. "To be effective, positive reinforcement,
especially when attempting to change behavior, must be continuous" (Cash 1986).

3.0

MOTOROLA RESULTS

3.1

VISION FORMATION
Motorola's first step in pursuit of a vision was to benchmark against their

competition. Bob Galvin, CEO, and several others traveled overseas to determine
why Japanese companies were capturing such a large portion of the market share.
Market share was considered to be the most powerful input of customer opinion-Motorola's products just were not competing successfully. Thus began the drive to
become the best-in-class.
Becoming best-in-class meant striving for the primary goal (key belief) of total
customer satisfaction. Motorola applied this goal to every aspect of its organization,
not just its production methods, although that was the easiest starting point because
standards have been established for years. Five key initiatives were determined to
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support this goal. Six Sigma quality, for which they are best known, is only one of
these initiatives. The others are: total cycle time reduction; product,
manufacturing, and environmental leadership; profit improvement; and
empowerment for all (see Appendix C).

3.2

COMMUNICATION
When the Six Sigma initiative began at Motorola, every employee attended a

mandatory class to learn the fundamentals of Six Sigma and how it would change
the way they would work in the future. However, this first step was just that. Next
came the development of quantitative standards for every operation in the
company, which were to be reported in the monthly operations review completed
by business managers.
In addition to these quantitative means, many qualitative tools were
implemented to ensure that everyone understood what was happening. For
example, every employee carries a card stating Motorola's key beliefs, key goals, and
key initiatives (see Appendix C). This card has not changed in ten years because
total customer satisfaction is still their number one priority.

3.3

PARTICIPATION OPPORTUNITIES
At Motorola, all employees can get involved by planning measurements and

methods. When a directive comes down from top management to the functional
level, it is in the form of a goal, not a method. "The people at the working level will
figure out what it is they are measuring, how it is they are measuring, and how they
are going to make this improvement" (Arami 1994).
Another opportunity for involvement is through Total Customer
Satisfaction (TCS)Teaming. 50% of Motorola's employees are involved with these
teams (5,000teams with an average of ten employees per team in 1993). When an
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employee discovers a problem, they are encouraged to form a team to find a
solution. As the process has matured during the last five years, teams have become
more cross-functional, sometimes even directly including customers and suppliers.
There are also other, lower involvement activities such as employee attitude
surveys and townhouse meetings, where employees can ask questions to top
management.

3.4

PLANNING
As mentioned before, planning at Motorola takes place at or near the

functional level. The broad vision is set by top management, and from there, goals
and plans become more and more specific as they near the functional level.

The

business manager, who is responsible for the profit and loss statement of a unit,
looks at the goal and asks, "What do I have to focus on to reach that?," then the
employees help to determine exactly how to attain it.

3.5

TRAINING
Motorola budgets 40 hours of training per employee per year. During

performance appraisals, employees determine their specialized training needs with
their supervisors. TCS team members are provided with a manual that details a
variety of pertinent information, such as Six Steps to Problem-Solving and a list of
TCS Contacts. The manual is a form of indirect training to make the teams more
self-sufficient and productive. In addition, mandatory classes are held with every
major roll-out (policy or product). Their goal is to notify 100% of employees within
24 hours of the roll-out. Granted that the global span of Motorola's operations
makes this a nearly impossible goal, but it boasts a 90% success rate (Arami 1994).
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3.6

REWARD SYSTEM
Motorola believes strongly in the concept of rewarding employees. The

majority of the rewards are recognition-based as opposed to monetary. The TCS
teams compete in an annual competition, similar to the Olympics. With every
successively higher level (Bronze, Silver, and Gold), the teams get to travel to
different locations to present their results to a panel of judges. Rewards can vary
from celebrating with dinner at a restaurant to spending a week in Arizona, all paid
for by Motorola. Those rewards are focused on the long-term objectives of the TCS
teams. With regard to recognizing individuals, management and peers select
employees they feel performed very well and contributed a great deal to the
company. These Peak Performers, as they are called, are honored with a banquet
and a week in Arizona.

4.0

BERLIN PACKAGING RESULTS

4.1

VISION FORMATION
The Delta Plan is Berlin Packaging's reorganization plan. They also highly

value the input of their customers. In creating the Delta Plan, thousands of dollars
were invested in meetings with customers and suppliers to ask, ''What are your
needs, and how can we better serve you?" Their new vision includes five
objectives:
1) Servicing major customers and suppliers
2) Offering marketing and selling strengths
3) Simplifying processes and reducing costs
4) Better managing each business function
5) Becoming a more profitable, growing company

(Monahan 1994).
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4.2

COMMUNICATION
Once the six members of the Executive Staff [President and Vice Presidents of

Marketing, Sales, Operations, Finance & Administration, and Purchasing] formed
the vision, they decided that the best approach for gaining commitment to their
plan was to inform the employees as well as possible. The President traveled to all
fourteen of Berlin Packaging's districts to present their ideas for change. He
distributed literature on the Delta Plan, which explained their mission and
objectives, and also The Employee Handbook for Organizational Change, written by
Price Prichett and Ron Pound. Currently, top management is reworking many
processes including performance evaluations and compensation plans, so that
employees will know exactly how they can contribute to the attainment of the
vision.

4.3

PARTICIPATION OPPORTUNITIES
Employee participation at Berlin Packaging is not well developed yet.

However, management believes that "at this company, opportunity is phenomenal.
It just depends on how much you want to change" (Monahan 1994). It is thought
that right now, in the beginnings of a major change, employees are evaluating the
actions of top management before they offer their full commitment and
participation to the Delta Plan. Berlin Packaging's Executive Staff uses task forces for
problem-solving, but as of yet self-directed teams are not common outside of the
corporate office in Chicago.

4.4

PLANNING
Berlin Packaging follows planning methods much those of Motorola.

Employees know that their main responsibility is to help their supervisors reach
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their goals. Once they are appraised of their supervisor's goals, they are given the
opportunity to determine how they can contribute to attainment of those goals.
Then those plans are put into action. This concept of responsibility for helping
attain goals continues rolling upward in such a way that the whole company is in
effect working towards the President's vision.

4.5

TRAINING
Berlin Packaging's number one objective is to hire a training manager because

they feel the best way to help employees through this dramatic change is with
coaching and counseling. Currently, there is no training and education policy, and
establishing such a policy will be a top priority for the new training manager.

4.6

REWARD SYSTEM
Berlin Packaging seems to be struggling with the issue of rewarding

performance. The Hay Group (a benefits consulting company) is just finishing a
compensation analysis, and the new plan will include a monetary reward for
reaching goals associated with profitability. However, simple recognition for
individual achievements is lacking, as is any evidence of teaming outside of the
Executive Staff.

5.0

CONCLUSION
The results of this study support the conclusion that Motorola is on the

forefront of policy deployment implementation.

This firm should serve as an

excellent benchmark reference for other companies that wish to accomplish similar
changes. For instance, Berlin Packaging, a small, struggling company, could
drastically improve the innovative Delta Plan by drawing relevant insights from
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Motorola. Motorola truly believes in the importance of employees. One initiative
for the next decade is to achieve 100% employee satisfaction. I believe this
commitment to and respect for employees is key to Motorola's success.
My results also support three specific recommendations for Berlin Packaging
and other small firms in the beginning stages of policy deployment. First and
foremost, judging from Motorola's success with teaming and recognition, such
firms should seriously consider non-monetary forms of reward to motivate
improved employee performance.
needs improvement.

Next, their internal communication system

A small company should be able to foster better, more direct

communication than is possible at a larger company, which can easily work as a
competitive advantage.

Finally, a teaming process should be implemented.

Following Motorola's example, the teams could start by solving problems within
departments and divisions, and, as the process matures, teams could be used crossfunctionally to resolve company-wide issues. This goes hand-in-hand with the
other recommendations of better motivating and informing employees. By
accomplishing these three recommendations in the initial phase of policy
deployment, Berlin Packaging, and other firms like it, will be much more
productive and able to truly focus on their aggressive goals for the future.
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A

Interview with Shapour Arami,
Vice President of Quality,
Land Mobile Products Sector,
Motorola

TRANSCRIPTION

OF INTERVIEW

Shapour Arami
Vice President of Quality, Land Mobile Products
Motorola

I

March 4, 1994

!

[

What was the vision at the start of your Six Sigma search?
Late 70s-early 80s, Motorola was thinking about how they could compete in a
global market. The Japanese were dominating the market. Bob Galvin, CEO,
and a few others went over to try to understand what the philosophy was that
led to them capturing the market. They [Motorola] started benchmarking to
find out what makes their quality better than ours. Found out that they can
achieve performance levels of close to Six Sigma. This led to the question,
"Where should were focus our strategy to be able to compete with the
Japanese?"
Actual Six Sigma goal was proposed by an engineer.
Were you 2 or 3--where did you start from?

Three Sigma was the previous standard to indicate good" performance.
Best-in-class companies were at Six Sigma, but we were somewhere between 3
- 3.5 Sigma.
II

Were your customers

directly involved in shaping your vision?

Obviously the customer is always involved in shaping the vision. One of the
factors we consider is market share. We know that to increase market share,
we have to give customers what they want. And they were telling us they
didn't want ours; they were buying Japanese. This immediately directs our
vision to determine how can we perform to make them buy ours instead.
A customer does not say, "I want Six Sigma." They do not know about that.
They say, "When I compare, this one is better than this one; so this is the one
[Japanese] I am going to buy. Now you go figure out why."

I
I

I

I
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How did you make your functional line employees aware of your goal and try to get
them involved in shaping that vision?
One of the things Motorola Corporate resolved was investment in training
and education. When Six Sigma initiative started, we had a mandatory class
for every single employee. Everybody was supposed to go through the class to
obtain the fundamentals, the basics of Six Sigma, how it would change their
lives, and what they were supposed to do when they went back to work.
Obviously that's not enough. We have to walk the talk. Everything was
supposed to be measured to the same standard. Every operation review
checked those measurements to determine defects per unit. That way, it
became important to management, and then it becomes important to
employees.
Measurements were applied to the whole company, not just manufacturing
units. We started at manufacturing because the benefit was much greater.
Basically, the strategy was if everybody measures, we will improve our
performance. The non-manufacturing areas were a struggle to determine
how you should measure which [activity] is a defect and which is not.
Manufacturing was more simplified because all the work had been gone
through for years before.
Another thing we do is very simple. Every employee carries a card stating
our key belief, key goals, and key initiatives. Everybody is supposed to work
according to those standards. That makes it easier to communicate our
vision. This card has not changed in ten years.
How did you delegate duties to deploy your vision throughout the company? How
did managers know what they were going to be responsible for?
The training program trained the managers, and then they trained the people.
The important thing was that each business unit will have a vision, and the
quality managers who are supporting that business unit will help put that
vision into place. Every time there is a review (a review usually goes from
the lowest level to the highest level), the first piece of that review is quality
measurement. Before you cover anything, you display six charts and discuss
the trends, attainment of goals, and improvement of processes.
So quality became your Number One business precedent-it was ranked more
importantly than anything else you evaluated?
At operations reviews, finance used to be first, then some operational
components, and at the end was quality. Bob Galvin came one day and said,
"Quality is going to be first." After the quality presentation was finished, he
left. He said, "I'm not interested in anything else. I'm interested in the
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quality. Financial result is the end result, but the quality is a mean to the end.
H you take care of the customer and you take care of your employees, you

have got to be profitable. There is no way to miss that. Yet if you watch the
numbers on profitability, there is no guarantee that you are going to be
profitable." He set a precedent that if you focus on this side, everything else
will come, which is coming true for us. We went from $11 billion to $15
billion in last year alone.
t kind of opportunities do your employees have to participate in generating
egies or plans to help attain the vision?
Within each business unit, they have the opportunity to help design the
measurement for that unit and improvement processes. The only thing that
comes from my office [VP of Quality] about the vision is that I come up with
the goals (e.g. lOX improvement in cycle time in next five years). The people
at the working level will figure out what it is they are measuring, how it is
they are measuring, and how they are going to make this improvement.
. What we came up with is that our key goal says we want to be best-in-class,
and then initiative of Six Sigma quality, total cycle time reduction and
increase productivity.
H there is a huge gap between us and best-in-class, then obviously our goals

are going to be much more aggressive in order to catch up. If we are ahead of
the pack, we have got to be good enough to make sure we maintain our status
and don't fall behind.
One of the ways employees are involved is through teaming (Total Customer
Satisfaction Teams). They see a problem in any area, they form a team, and
they fix it.
Would you say that self-formed teams are your most effective method?
It's been a success story for us. When we started in 1990,we had less than
1,000teams. Last year we had over 5,000 teams, with an average of 10
employees per team. We make a big deal out of it. We have a competition
like the Olympics. On every level [bronze, silver and gold], the team goes
higher and higher. One of my teams got a silver medal, and they are going to
dinner tonight to celebrate. Two weeks ago, we sent one of our gold medal
teams to Arizona for a week with their spouses. There is no monetary
reward, only recognition. It's been very, very effective so far.
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tion the way that someone decides whether a problem is worth
s can usually solve the problem-that's the beauty of it, as long as the
they do are aligned with our key initiatives and key goals. We had a
tion program that one of the buildings put together. Most of the
tions were "the lights are too dim," "the lights are too bright," or "the
tis dirty"-all the basic, simple stuff. That's why this teaming process is
d on key initiatives that the company decided 10 years ago and are now
the same. How is it going to affect cycle time reduction? How is it going
eet profitability? And our empowerment of people?
e are other low-involvement activities. We do an attitude survey. We
,"Are we doing the right things?" "00 you think we are pursuing the
t avenues [vision]?" It is anonymous, and it comes from the President of
section to the people.
We have a strategic planning department in each business unit. Their job is
Mto match our internal capabilities with external need. The Six Sigma quality

',',>successful.
r is a competency
that we have, but it is not the only thing we need to be
It in only one of the elements for being successful. We can have a
.it/sixsigma product, but what if nobody wants that product? You have to do the
right things right; you can't just do things right. One of the roles of Strategic
Planning is to come up with the right things to do based on market demand,
We also have Townhouse meetings, where top management goes and sits
down, and employees ask them questions.
These activities [surveys, planning, townhouse] are along the line of strategic
planning, and then the teaming process addresses more functional issues.
The third dimension we have is the customer. We visit and ask the
customer, "Where are you going? What's your business going to look like 5
years from now? The direction I am going right now, the vision I have--is it
going to be the right fit?"
We don't have any measurements about how many employees are involved,
but I think we are improving every day. We are one of the better companies
for employee involvement, but we are nowhere near where we should be.
Some of the methods I studied in school talked about how some programs,
Japanese and then American versions of them, required people to participate,
which they found was not effective. Better results were not being realized. It
seems that the way you're going, with all the encouragement and recognition,
is a lot better.

5

We did that. Some of our administration went to their people and said, "You
will have TCS teams. This is the subject, and you're going to have a team and
work on it." They did, and they made the presentation. But after the
•.presentation was over, nobody cared. You can't drive participation with a
\ 2X4. If you are going to call it participation, you have to encourage them to
feel like part of the team. That's not easy because the managers have to bite
their tongues sometimes.
you confident that employees at all levels know your common goals?
I would say the majority knows, even though we make all kinds of efforts to
make sure everybody understands. At a meeting, I will pullout my card and

ask how many people have theirs with them--purposefully, not just to give
them a hard time. Why? Because if you have it with you, chances are you're
going to look at it. If I don't ask questions like "Who has it," they will forget
it.
I

We print this message all over the place. The more they see it, the more they
remember it.

you have organizational charts, and do they indicate people's function and their
. nsibilities and how they're all relating into the goal?
We have organizational charts, but the functions are not defined. We believe
in empowerment, and if we say this is what you do and that's it, we limit
their creativity. Obviously in every organizational chart, there is the goal that
you are here to serve the customer. There is a lot a matrix management in
our organization. If I count how many bosses I have, it would probably be 10
or 12. It's like that for everybody. It's frustrating sometimes. If the goals
aren't aligned with the direction of our vision, it can be very frustrating. But
yet, at the same time, if the goal isn't aligned and seems to be going in three
differentdirection, when you ask for clarification, it gets aligned immediately.
Our organizational charts are not rigid; you will see a lot of dotted lines.
thin your organizational levels, who determines your priorities? (e.g. Once the
tiatives are set, who would decide what was important in terms of reaching those
s?
The business manager--whoever is in charge of profit and loss statement,
whoever is in charge of making the business successful. They will look at the
goal and say, ''What do I have to focus on to reach that?"

Need assessment is multi-dimensional. From an employee point of view, we
have the attitude survey. Training needs are evaluated based on
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ance. We also do very detailed customer research. And from there,
tes are set.
that your company follows the Policy Deployment theme of a broad
eets more specific until it gets to the bottom level?
y. What basically happens here is that at the level of the CEO/Corporate
'on/vision is established. The next level makes the goal a little more
. c. When it gets to employees, they are empowered to make the goal
more specific by defining processes. We try not to dictate how it's going
}be done, as long as it is achieved.
e length of your planning period?
e have short-term and long-term planning. Long-term planning ranges
er 5 years. Short-term planning spans about 6 months.
o you deal with accountability for measurements and responsibilities?
Most charts indicate a responsible person. Ultimate responsibility lies the
manager who owns that business unit. Each operation has a champion.
So delegation of that is expressed rather than implied? That champion goes
and gets people to help and make sure thinks are running smoothly?
The reality is that if it is not expressed, we see that nothing is improving. You
immediately find out why-because nobody owns it.
you think that every employee has the opportunity to make a quantitative
'bution to the vision?
I don't think it's possible to have 100% today. I think we are trying to make it
possible. If we had the kind of environment where everybody made a
contribution, we wouldn't be in the shape we are in today.
But you're in good shape today.
I know, but we would be much better.
So that's a goal then?
Yes, and I truly believe that because financial results are measured on return
on investment. The biggest investment any company has is in its people.
I think we provide the opportunity for contribution, but I don't think we get
100%. However, we are better than lots of companies.
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ective are your vertical and horizontal communication links?
'Usually when you are inside an organization, you are more critical of your
'
performance than others are. It is effective. We communicate with
~people as necessary. But could it be better? Yes. The reason I say that is
,~becauseof
the diversity of our company. We are really a global organization.
f>·
s: For example, today at 10:30 AM CST, we announced the reorganization of the
;,Land Mobile Products Group. The objective was that every single employee
:t in the Land Mobile Products sector will know today what the new
".organization is going to look like. Now I know 90% will get it. I'd like to
,f have 100% notified today, but we've got 16 People in the corner of Australia
and that makes it tough.

These challenges limit the effectiveness of communications.
the processes in place to make it effective? Yes.

But do we have

So if somebody has a revelation in manufacturing, they would know the
routes to take and who to give that information to in say marketing?
Yes,that's what I am saying. Because of the size of the organization, not all
100% know where to go and what to do. But in one or two iterations, they
will get there.
often do you evaluate the processes leading to the achievement of your
n?
We evaluate at every opportunity. Every time we take a measurement, if the
process is performing to the goal, then the process is affirmed. We don't just
measure for defects, but also for process capability. If our process capability is
not according to the goal, that means our process is not capable of producing
what we want. Then we go back and review those processes. And that is
ongoing.
We have a formal quality assessment process that is done every other year in
every organization. A team of auditors will go to a site and spend a week
reviewing every process. They produce a report about the strengths and
weaknesses. The organization that was audited should then make an action
plan according to those findings, make presentations to Corporate Quality
Council, and go from there .
. you think your employees are willing to give honest feedback?
In most cases, they are willing to give anonymous feedback. One survey that
we did over the phone asked very direct questions: "Do you have a career
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plan? Do you feel you are value-added? Do you feel you can contribute to the
vision?" They were not asked to identity themselves in any way; however,
the majority chose to reveal their identity.
re and how do you evaluate your quality?
We have a quality assessment process, we call QSR (Quality Systems Review),
that is done every other year by the audit teams. Every month, there is an
operation review where we review quality measurements. Every quarter the
Corporate Council looks at the program improvements. Also, we do a
customer satisfaction survey every quarter.
And again, this is all up to the business units. The Quality Organization is to
facilitate the tools, coaching, and mentoring to get it done, but it is their
responsibility.
your teams [quality circles] used to find the root causes of problems?
Yes.
w is "blame" addressed? If a measurement shows a problem and the root of that
blem points to one person, how is that dealt with? Are you able to put a positive
provement type note on that?
Blame is always tricky because when you sit around the table and ask, "What
is wrong?," everyone is always pointing at someone else and saying, "So-andso did it. One way we overcome that is through the teaming process. When I
ask, "What is the problem?," they can say, "Number 1 Pareto is this, number 2
Pareto is this, etc." Then I can ask, ''Who controls that?" Then immediately I
get, "Well, that's not mine." And I reply, "Good. But you need that result,
right? So get with them, form a team, and fix it."
When we started this teaming process, everybody was fixing their own
problems. Now that their own problems are reduced, the teams are becoming
more cross-functional. That is how we put a basic cap on the blame.
I guess that the value of employee input to your planning is pretty high?
Yes. [Already discussed]
Doyou think that the goals that you set are attainable, and that the plans stemming
from them are readily available for people to understand?
The goal-setting process is an art by itself. There are two steps in the goalsetting process. One is called entitlement--"If we do not invest any additional
resources, how much can we improve by changing the basic processes?" The
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nd step is the benchmark--"What is the best-in-class? And how do we get
ere?"
,.people understand the goal-setting process, then the attainability and
. culty goes away. They understand how it came about. We don't want to
an easy goal-we want to be aggressive. If you set a goal that you think is
"ttainable, you're not going to try hard to come up with a completely new way
. do things. What are you going to do? You going to work a little harder
meet the goal. But by setting really aggressive goals that in your opinion
. require a complete change in the way you do business, that encourages
u to be more creative.
big mistake in industry today is that people say, "I don't think it's
[achievable,so for that reason I'm not going to set a high goal," rather than
-?tryingto really expand their horizons. That is what happened when
~'CorPOrateannounced its goal of Six Sigma. Everybody said, "You can't be
;':serious. You want us to be Six Sigma by 1992? That's impossible." Corporate
:isaid, "No-you will figure it out." Then everybody really wanted to make a
ic:ontribution and thought of ways that they could change to help.
ady talked about the reward system and how it is all recognition as opposed
etary. Is there anything you would like to add to that?
',We have an incentive program that works at three levels of goals. One is the
overall objective set as the team goal. Then we have a set of incentives
geared toward immediate team goals. Finally, there are individual goals.
This way you don't lose your focus of aligning goal with the corporate
mission. We're trying to not have everyone just work on their own pieces.
We also have Motorola Executive Incentive Plan, where they get a monetary
reward based on accomplishment.
We have all kinds of recognition programs. For example, we have Peak
Performers. The management and the peers select individuals they think
performed really highly and contributed the most to the operation. They get a
big banquet, and we send them to Arizona for a week with their spouses.
is your training and education policy?
40 hours per year.
How much of that is at the employee's discretion in terms of choosing their
classes?
When they do performance appraisals with their supervisors, they determine
what their needs are.
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t would your advice be to other companies that are trying to do what you've
e?

1) Set a very clear message and vision. Make it very easy to understand and
consistent across the board. That way it is easier to communicate the vision.
If it is too complex, people get discouraged and do not support it.
2) Walk the talk. You can kind of compare it to a diet. Everybody knows the
steps for a diet, but we never stick to it. You have to show that you are
serious and stick to your guns. Otherwise, it will be another policy manual
on the bookshelf.
t are some future plans or visions for Motorola?
I don't think our key initiatives and mission are going to change. We are
focused on the quality of the product, but now we are going even deeper.
Remember how I said, "quality is a means to an end?" We have to look at
the means--one of which is product quality, another is customer satisfaction.
To go even deeper, we are looking at "How do we get the best people?" Those
are the ones that satisfy the customer, do the best quality, and in turn make
profits. In the next ten years, we have the initiative that we want to achieve
Six Sigma in employee satisfaction.
u had to start all over, what do you think should be changed in how you went
t achieving your goals?
I don't think I would really change anything because change itself takes time.
I would have like to do it much faster, but I don't know if that is possible. I
think the only thing I would do different is trying to make training and
education a little more hands-on rather than all classroom. More of getting
people involved and excited immediately than the roll-out.
It must feel good to be so successful at what you've done.
It does, but it is hard. It is difficult because once people are successful, they are
less apt to change again. We have to keep reminding ourselves that this is a
journey not a destination-we haven't made it yet, and we will never make it-we've got to keep trying. Sometimes success breeds arrogance, so we have to
be very careful not to fall into that trap. We still have to learn, and try to be
. the best. There are many areas that we are not the best.
What if you were the best in everything? Then what would you do?
Then we'd have to work to increase the gap. Many people believe that there
is a cost for improvement. I believe the opposite-quality doesn't cost, quality
pays. There is no limit to how much you can improve. I believe continuous
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rovement is the key, and you cannot stop just because you met a certain
asurement. If you set a goal, meet that goal, and decide that you cannot
rove any more, then you are measuring the wrong thing. Now it is time
change your vision.
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Interview with Julie Monahan,
Personnel and Office Manager,
Berlin Packaging

TRANSCRIPTION

OF INTERVIEW

Julie Monahan
Personnel and Office Manager
Berlin Packaging
March 4, 1994
'y that they [Executive Staff] has decided to communicate the organizational
was through the Delta Plan. Mr. Berlin [the President] went to each district
de a presentation. He gave out literature explaining the mission and
'ves of the company. He felt the best way to communicate it was to be upfront
it, to tell them, "This is what we want. This is where we want to be. Can you

,

o let them know how important he thinks the customer is by putting the
mer first. The customer and suppliers make up the sides of the Delta symbol
d the employees constitute the base. They all work together to achieve the
ive. He made an excellent presentation. He hoped that they would catch onto
attaH and go with him towards the new goals.
ave them the vision, told them what their [Berlin Packaging's] strengths were
g to be in terms of marketing and selling, and told them what the profits could
a personnel standpoint, people don't like change. You have to look at both
short-term and the long-term, and in the short-term, you are going to lose
le because a lot of people can't handle the change. You have to be prepared to
with that. Long-term, you have to look for people to replace those people that
going to be able to take you to that goal.
President established the mission and the vision. Then the Executive Staff
sident and Vice Presidents of Marketing, Sales, Operations, Finance &
. istration, and Purchasing] next came up with some core strategies to support
initiatives and how he should communicate these things with the people in the
d.

. Berlin surveyed the districts before he went out to determine what they wanted
change. He wanted to let them know that they were going to be part of the change
that he was going to need their help in order to make the change. When you
t things in writing, people hold themselves more accountable for what they say.
any of the questions were open-ended and pertained to key strategies. A lot of
d information came out of that survey. There were about 40 employees who
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>realcontributors toward the change, offering their help above and beyond
rmal work load.
early to see if the change will be successful. This presentation was put
r in early January, so we are still waiting for results. We didn't have any
er in January, which is the first time in three and a half years. We had two or
!changes during February, and in March we'll have more. So instead of having
;turnover, the presentation style seemed to help reduce turnover. People were
about being told the truth. He didn't have to tell us any of this-it's very
entia!. If our competition ever figured out our plan, they'd gain a huge
tage.
is Berlin Packaging's current vision?
1)
2)
3)
4)
5)

Servicing our major customers and suppliers
Offering marketing and selling strengths
Simplifying processes and reducing costs
Better managing each business function
Becoming a more profitable, growing company

t would you say the awareness level of functional employees is in regard to
vision?
Mr. Berlin provides a wide variety of educational experiences. Although we
have a white collar workforce because we are a distributor not a
manufacturer, he's got a tough audience to try to sell his vision to. There are
a lot of employees who are here just because it's a job. The people that he was
able to sell it to are the ones who are into the job as more than just a job.
They are intelligent enough to catch on that they needed to go with his
vision.
Do you think that the people who can't grasp the vision will end up leaving
on their own because they aren't going to be moving with the company?
Yes. But we still need those people-we need their experience and stability in
certain positions. There are some positions where you can have somebody
who thinks, "It's just a job." I consider our sales force as key to success. It is
necessary for them to understand what markets to go after, how to sell our
products. Also, the inside staff who support those people are also key. That's
where we see the greatest turnover, and we need to figure out how do get
those people to understand their function.
ave your customers been directly involved in shaping your vision?
They were spoken with extensively, on several occasions. A lot of money
went into this plan. You have to be willing to invest if you want to be
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successful. I'm sure hundreds of thousands of dollars went into the research
behind this plan. We met with the customers and suppliers to ask them what
their needs and wants are and how we can better serve them.
Howare duties delegated? How were managers told what their responsibilities
goingto be?

were

The plan is still in its early stages. There are several changes that are going to
be taking place within the next several months. So clearly not every
employee or manager was told what their part in this plan would be. It's an
ongoing process. We are going to change our performance evaluation forms,
and help managers learn to coach and counsel about change. But nothing is
concrete yet in regards to meeting the objectives.
I put together my objectives to achieve the main objective. Then I met with
my boss, the Vice President of Finance and Administration, I explained to her
which were general objectives and which were specifically geared for the
Delta Plan. My number one priority right now is to hire an organizational
training manager because that training manager is going to be the core of the
program, which we feel is going to be the most help for the employees during
this change.
So you actively participated in saying how you could help to achieve the
vision?
Each manager was given the opportunity to write out what they think they
could do.
Do you think there is precedence given to any certain aspect of the business?

N/A
Do you think that employees at all different levels have the opportunity to
participate in working towards the vision?
We are all part of the change so they have to be. We all have to understand
our role in order to do our jobs effectively. However, not all are participating.
But they all have the opportunity if they want it?
They all have the opportunity. In this company, the opportunity is
phenomenal. It just depends on how much you want to sacrifice, how much
you want that change. I think that the people that don't want to make that
sacrifice are the kind we don't want around Berlin Packaging. You have to be
willing to sacrifice in order to succeed.
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Do you think that you are being effective in communicating about this
change so that the employees are going to want to participate?
Nobody wants to fail, so I have to hope that at least 70% are wanting to make
the change. But realistically, I think there's only around 20% that are ready
right now to go with it. His actions speak louder than words, and I think they
are waiting to see what his actions are going to be before they commit to
saying, "I will help you change." I think these next six to twelve months are
critical to the whole project.
We've got some very loyal, faithful people working here, but we've also got
some dead weight. Part of the managers responsibility is to coach and counsel
them so that they can reform. I think that the practice of terminating people
before their potential is realized has been a real problem for us in the past, but
that has changed. We're emphasizing on people, we know they are capable of
change.
Who decides the merit of a goal or how well it fits in with your vision?
The executives.
Are you confident that employees at all levels know your common goals?
No.
Do your organizational charts indicate an employee's function and responsibility?
We don't have organizational charts right now, but we will probably within
the next year. That is part of this change. The goal of our training program is
to help people understand how they fit into the organization and what their
role is with this change. That's going to be the longest process--getting them
to understand where they fit in because a lot of them don't know right now.
Who determines what priorities should be focused on for improvement?
The executives give the managers the direction, and then the managers
communicate that to their employees.
How do you evaluate a need?
The executives have a lot of contact with the district managers. There are
fifteen districts, and the district managers report to the Vice President of Sales.
There are also fifteen operations managers who report to the district
managers and who have a dotted line responsibility to the Vice President of
Operations. There are many ways of reporting--people just pick up the phone
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or send an E-mail message. They are really good about giving their opinions.
If they don't think something is right, they will say so.
What is the length of your planning period?
We are looking to implement this change within the next twelve months.
Who establishes accountability for responsibilities and measurements?
Managers hold their employees accountable, and they report to the
executives. The executives have an agenda of the most important issues that
they need to discuss, and they have a meeting every two weeks. That's when
decisions are made. Then we have a staff meeting with our boss [a respective
executive] who tells us what her objective is. So I know that my role is to
help her to achieve her objectives.
Is delegation of authority usually expressed or implied?
It is unique to each executive; each has their own style of dealing with issues
and responsibilities. As we grow and become more organized, I think you
will see that diversity fade away.
Do you think that every employee has the opportunity to make a quantitative
contribution to your efforts?
Yes, if they want to. A lot of people don't want to. For a lot of people it's just
a job from 8 to 5, and then they leave. I would say that the majority don't, but
those who want to can.
Do you have effective vertical and horizontal communications?
No. That is one of our weakest points.
How often do you evaluate your processes?
That is evaluated all the time. There are meetings constantly to discuss how
to make things better. The executives are very good about that.
Do you think that your employees are willing to give honest feedback, both positive
and negative?
Depends on who you talk to. It is those who aren't confident in themselves
who will give you a false answer.

-------------
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Do you think they'd be more willing if it was anonymous?
I think they would have been more willing to do it that way, but it doesn't
hold them accountable for their statements. I'm glad he didn't do it that way.
I know a lot more negativity came out when things were done anonymously.
Where and how is quality evaluated?
We won't find out until we finish rewriting our performance reviews.
Do you use quality circles to find root causes of problems?
Yes. Mr. Berlin uses task forces to solve problems.
How is the issue of blame addressed?
Every boss is different. My boss likes to coach you until you understand that
you made a mistake, then she tries to help you learn how to do it better next
time.
Do you think your boss' attitude is predominate, rather than pointing fingers?
Maybe in the past, people were likely to blame you. However, now there is so
much room for creativity in solving a problem. The more you hold
employees accountable and give them an opportunity to give their input, the
more they'll contribute. It is changing for the better ..
How is employee input valued in terms of planning?
It depends on who is giving the input. A positive person who is here all the
time will carry a lot more weight that a chronic complainer. It depends on
who the person is and what they're saying and how much credibility they
have.
Are you plans readily available to your employees, and do you think you are setting
attainable goals?
A lot of our managers are very good at holding their employees accountable.
We need to them to do that better. But the numbers speak-if the district is
profitable, then they are doing something right. If the district is not profitable,
then we know we have to look at that person and figure out what they're not
doing right.

7

o you have a reward system?
Not right now. The Hay Group just did a compensation analysis, which is
almost done. Then employees will be given some kind of bonus to achieve
the goal.
That will be the monetary aspect. Will there be any recognition-based
reward?
Eventually we hope to develop that. That is a real weakness for us.
Do you have a training and education policy?
No. That is key goal in the next few months-to hire a training manager and
establish a plan.
Do you have any advice you'd give to other firms who want to do what you are
doing?
The presentation of the idea is not nearly as important as what your
employees see you do after that. That's where the credibility of the whole
change comes about.
If you were to start this process over, is there anything you would change right now?
I can't really answer that right now. It's too early.
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Motorola's Key Belief, Key Goals, and Key Initiatives

OUR FUNDAMENTAL OBJECTIVE
(Everyone's Overriding Responsibility)

Total Customer Satisfaction

KEY BELIEFS--Howwe will always act
• Constant Respect for People
• Uncompromising Integrity
KEY GOALS-- What we must accomplish
• Best in Class
- People
- Marketing
- T~chnology
- Product: Software, Hardware and Systems
- Manufacturing
- Service
• Increased Global Market Share
• Superior Financial Results
KEY INITIATIVES--How we will do it
• Six Sigma Quality
• Total Cycle Time Reduction
• Product, Manufacturing, and
Environmental Leadership
• Profit Improvement
• Empowerment for all, in a Participative,
Cooperative and Creative Workplace
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Philip Crosby's
Quality Management System Phases of Evolution

1.

Comprehension
There must be a solid understanding of what quality is all about, how the
company feels about it, and a recognition that the goal is to lido things right
the first time." In the case of management, this is the stage when it decides
there has to be a better way of reaching its goals than continuing with the
waste that faces it. All members of the company are included in the
orientation.

IT.

Commitment
Everyone must in some way signify that they understand the quality concepts,
agree with the goals, and will do their best to participate. The method of
accomplishing this depends on the personality of the individual company.
Some companies form a "quality club," some just request a show of hands,
some sign pledges, some take group photos. No one way is best. However,
the strategist should recognize that the step cannot be ignored. H the
commitment is not registered as a conscious act, it will not be remembered.

III.

Competence
Committed people who understand what has to be done will want to put
their own houses in order. This is where the functional department can
begin its own internal quality control programs with the assistance of the
quality management function. Also, it is very important that quality function
assures that all its activities are accomplished with the maximum
effectiveness. There is a significant responsibility and burden in leading a
quality improvement program--you must always work harder than anyone
else in getting things right the first time. Zero defects has to be the
performance standard of the quality department at all times.

IV.

Communication
Quality awareness activities expose the desire on the part of employees (of all
levels) to have their problems heard. It is best to reach out early and ask to
hear the problems rather than wait to be approached. Error-cause
identification programs, group meetings, and discussions arevery helpful
and practical, particularly when set up on a continual basis. Professional
designed and marketed programs such as Buck-A-Day (© Industrial
Motivation, Inc.) provide employees with an interesting program that will
improve morale and communications. They will also save the company
money. An important part of the communication phase is that you must be
ready to continue to work at it for a long time.

APPENDIX

E

Transparencies,
1994 Honors Council of the Illinois Region Conference

Informalion Disseminalion
and
Bmployee Molivalion
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A

1990s

Case Sludy of Molorola's Quesl for Cuslomer Salisfaclion

Jennifer Floyd
Norlhern I1ltnois Universily

WHAT IS POLICY DEPLOYMENT?

Defined by Florida Power and Light as:

"The management process to help achieve
customer satisfaction through
improvement of objectives to support the
corporate vision.
II

• Powerful TQM tool
• Method for communication
• Means for attaining employee understanding

The main objective is to ensure that the organization
achieves its long-term plans.

POLICY DEPLOYMENT
BASIC TENETS
• Top management considerations must include:
competitive environment
customer demands
world-wide economic conditions
factual data
personal knowledge of executives
organization's ultimate goal

• Communication
be adapted

and motivation techniques must

• Focus must remain on long-term goals

POLICY DEPLOYMENT
MOTOROLA FACTS
• Malcolm Baldrige National Quality Award winner
• Publicly-held manufacturing firm
• 100,000 employees world-wide

INTERVIEW WITH SHAPOUR ARAMI
Vice President of Quality
Land Mobile Products Sector

Results led to six areas for discussion:
vision formation
communication
participation opportunities
training
planning
reward system

VISION FORMATION
• Vision is a statement of direction
• Great deal of market research is required
• Main questions to answer:
"What do our customers want?"
"How can we better serve our customers
into the future?"

Motorola's steps:
1) Benchmark against competition
2) Establish vision
3) Apply goal to every business aspect

COMMUNICATION
Vital for successful achievement of a vision

Motorola's Methods:
Mandatory training classes
Development of standards
Employee vision card
KEY BELIEFS-How we wW IIlfDllYSlid
• Constant Respect for People
• Uncompromising Integrity
KEY COAl>- What we must flCccnnplish
• Best in Oass

OUR FUNDAMENTAL OBJECTIVE
(Everyone's Overriding Responsibility)

-People
-Mlrieting

- Technology
- Product: Softwtu'e, Hardware

(lnd

Systems

- MAnujllduring
- 5err1ice

Total Customer Satisfaction

• Inaeased Global Market Share
• Superior Finandal Results
KEY INITIA TIVES-horo we wiU do it
• Six Sigma Quality
• Total Cycle TlDle Reduction
• Product, Manufacturing and
Environmental Leadership
• Profit Improvement
• Empowerment for an. in a Participative,
Cooperative and Creative Workplace

POLICY DEPLOYMENT
PARTICIPATION OPPORTUNITIES
Every employee must have the opportunity to make
a contribution toward the vision.

Motorola's Steps:
Planning measurements and methods
Total Customer Satisfaction teams
Employee attitude surveys
Townhouse meetings

POLICY DEPLOYMENT
TRAINING
Investment in most valuable resource
Gives employees a sense of pride
Effective way to disseminate information

Motorola's Steps:
• Budget of 40 hours per year per employee
• TCS manuals
• Mandatory classes for all roll-outs

P()IJCY DEPtOYMENT
PLANNING
Motorola top executives set the broad vision, which
becomes more specific the nearer to functional level.

REWARD SYSTEMS
Motorola's Steps:
• Rewards are recognition-based
• Based on team and individual performance
• TCS competition
• Peak Performers

